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25 July 3-950 

C0I11ENTS ON 8TATE/&EFENSE STAFF STUDY RELATIVE ’TO 
ORGAN! SATION OF CIA FOR NATIONAL INTELLIGENCE PRODUCTION 


I® Analysis of the Staff Study 

I* The effective result of subject study and its iqpleraenting 
NSC directive is to change the individual statutory respcmsibility of 
the Director of Central Intenigeiwe for the production of national 
intelligence, to that of a collective responsibility of the Intelli- 
genes Advisory Committee. 

2. The study aceorplisb.es its actual objective in the NSC Dir- 
ective as follows* 

a. ty reading into the National Security Act of ±9hl# as 
amended, in paragraph 10 h and 10 c the fallowing: 

(1) » Until the emergence of a national 
estimate or study from the IAG, collective responsi- 
bility is inescapable under the Act of 3.9^-t? - !S 

(2) M „ o The full statutory responsibility of 
the D/CI for the production of national intelligence 
becomes operative only x'shen . . „ final drafts of na- 
tional. estimates or studies are recommended by the 
XAC to the D/CI." 

b« by defining national intelligence in paragraph 2 in 
such a -way as to prescr ibe, its production as being a 51 coopera- 
tive process of pr^aratnon !! (production by committee) for the 
purpose of integrating (i.e«, incorporating the substance of) 
the best intelligence opinion of the departments. 

c 0 by providing the IA0 in paragraph 3 with responsibilities 
for planning, prescribing scope and terms of reference, initiat- 
ing projects, reviewing and accepting or rejecting drafts, and, 
in c ertain cases, producing national intelligence estimates an d 
studies, including related liaison and coordinating functions, 
presently allocated to the D/CI and CIA.* 

d. by providing in paragraphs 5, 6, and 7 an organization- 
al re&ligtmjent of the intelligence production facilities of CIA 
which transfers the current intelligence and estimating facilities 
from the Jurisdiction of the D/CI (except for administration) to 
the functional direction and operational control of the IAC, and 
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wkich provides the XAO v±th responsibilities for functional direction 
of the reminder of CIA* a intelligence production and colleetio?- 
mchiasryi (See Chart attached) 

3„ Using the National Security Act of 19k? as amended* the SSCX0 f a 9 
the Dnll.es Report mid ISC $Q as terms of reference* the study asserts* 

a, > that experience has indicated that the quality of national- 
intelligence eiMSaEos" hasi not substantially improved since issuance 
of JSC 50 (1 July 19k9)* 

b. y that unwarranted duplication of effort as between the 
various agencies has contiauedo 

ko 2a support of these assertions* the study states that the abcnm 
conditions result in large measure from? 

»„ disagreement between CIA and departmental agencies as to 
the meaning of national intelligence e 

be inadequacies of existing mechanisms and procedures for 
the production of national intelligence * 

e 0 cmiinuing internal CIA confusion between its responsibility 
for producing national intsll-igenee and miscellaneouu? research md 
reporting <» 

5o "Hie study concludes that remedial action required consists of* 

a, redefining national intelligence in such terms as to 
prescribe the principle of collective responsibility of the IAC 
feU^Tproduction as the criterion ^hich distinguishes it frost 
all other kinds of intelligence Q 

o, revising existing mechanisms and procedures in accordance 
"ifitli the princ ip3,o of collective responsibility a 

reorganizing CIA to place its current intelligence and 
estimating facilities ussier the f motional direction and operational 
control of the IAC* and the romainder of C5IA«a production and, col- 
lection facilities under the fractional direction of the IA0 o 

6» Accordingly the study recommends that the N30* 
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a« approve and issue the 
to the study® 


implementing NSC directive attached 


b, place a limit on the strength of the proposed National __ 
Intelligence Group, not to exceed 100 officer and/or professio/<ax 
personnel of whom not more than. 20 may be detailed by the depart-- 
mental agencies® (Slots* After the accumulation os operating 
experience, the V/&J -with advice and assistance of the IAC, mil 
recommend to NSC such modifications in strength and composition ox 
the National Intelligence Group as may be necessary®) 

Cc Note that ‘the D/CI with advice and assistance of trie 
MG will submit revisions of existing NSCID’s and D/GI s s as may- 
be required to bring those directives into con.for.id.ty with the 
attached directive® 


H o Di scussion 

1 „ The principle of collective responsibility of the MC for the 
■production of national intelligence is neither present nor iiuplieo. xn 
the National Security Act of 19hl as amended,, On the contrary this 
responsibility is clearly an .individual statutory responsioility of the 
Director of Central. Intelligence and the Central Intelligence Agency, 
as evidenced by the references cited below® 

a„ Reference Section 102 ds n » » o it shall be the duty 
of the Agency, • . ® (3) to correlate and evaluate intelligence 
relatingHEo ‘Sie national security, and provide for the appropriate 
dissemination of such intelligence within the Government using toe 
appropriate existing agencies and facilities® * * Provided further, 
■^a-Tfeelepartments and other agencies shall continue to collect, 
evaluate, correlate and disseminate departmental intelligence® 

b® Reference Section 102 es . . such intelligence .as relates 
to the national security and is possessed by such departments and 
other agencies of the government® „ * shall, be made available to the 
Director .of Central Inte lligence for correlation, evaluation, and 
HxssSmmaM’on; „ . ®’ ! 

2* Moreover, the National Security Council in NSC 50 has disavowed 
the principle of collective responsibility for the production of national 
intelligence as follows s 

n„ s 0 kjo do not believe that the Director and the IAC should 
bound by the concept of collective responsibility because this 
would inevitably reduce coordinated national intelligence to 
the lowest common denominator among the agencies concerned, t! 
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3® It is therefore the intent ox' the Congress and of 'the BSC 
that the responsibility for national intelligence production should be 
the- individual responsibility of the tt/CT aid CIA, and not in any way 
a oaamittee or collective responsibility® 

It, Further objections to the principle of collective responsibility 
follows 

a. The primary mission of a departmental intelligence agency 
is 'to fulfill the intelligence requirements of its own Secretary 
or Chief of Staff, as the case may be, Because of this situation, 
it inevitably follows that: 

Departmental intelligence responsibility in a given field, 
such as naval affairs* is undeniable.. Intelligence estimates in 
a field, of this kind may easily become "national" in importance, 
but they do not become "nationaL" in character until related to 
other ’’national”, not departmental, aspects of the situations from 
which they arise. Tills process of relating all pertinent "national” 
aspects of a situation is a truly national intelligence function, 
not o collective departmental responsibility, which must be 
performed by personnel selected and. trained for the purpose, among 
whoa departmental personnel might profitably be included, provided 
they become an organic part of the national intelligence machinery., 

o-- The production of nationally importa nt departmental 
intelli gence" x§~ not~ equivalent to’ the pj^uction' , of '“iStSbaal 
InteIlTr^nce,"3reT~ : &ie contrary presumption' ‘is ' 'InhereESTin J IEe 
concept o l collective responso.bala.ty, a concept which gives final, 
control over a ca refully sytvea esxaed intell i ge nco produc t to 
ln3ivi®iaX-S ' rfm have no" respona lb£ H'tar fforT or~ "expgrienc e with, 
fine" "I'Focesl of in^Tllgen c e syi itEeiis aTT'Cho na^lonaTT eveT H 

■l, The factor of timeliness in the production of intelligence 
is ixiiportant at all levels J ‘Sis is no less true at the national 
.level.,-. The proposed arrangement would interpose two additional 
layers in the review and coordination process, namely the 1AG Staff, 
ond the assembled T-ACh hvan if this ware sound in theory, it would 
be monstrous in practice and t<jnd to reduce the intelligence process 
to ■:Xf historical process,. Tir.ieliasss would not be a characteristic 
of intelligence under such procedures® 

f? > The principle ox col iective responsibility on any basis 
;insvi‘-&ably invites the participant! to consider and asaixrie respond- 
oiixtr .for all- aspects oi the esxiuate, not merely 'those within his 
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particular departmental fields of responsibility and competence, 

Xn effect this principle gives each agency an equal voice on 
issues outside its normal responsibilities and competence* 

f* It is inescapable under any v/orking principle of collective 
respons ibiljity to avoid the pitfall that national intelligence 
wHJHEicone merely coordinated intelligence, which in effect is 
j oint-intelli gene e at the mercy of departmental bias. CIA came 
into being out of the intelligence experience of World War II 
wherein the JIC/JIS intelligence process resulted in reduction 
of intelligence to the lowest common denominator. 

g. It is the i ndiv idual responsibilities of the departmental 
agencies to CIA, thaC are o^importance here. Their indiv idual 
collection effort and production effort is required TmoTrnust support 
national intelligence production. The principle of collective 
responsibility merely involves them beyond their respons ibilities 
and competence and slows down the entire national intelligence 
production process* 

CIA cannot support the principle of collective responsibility 
on any of the bases in which it permeates the subject study* CIA does 
most assuredly require that the indi v idual responsibilities of the 
departmental agencies to CIA in supporVof CIA's mission be recognized 
unaquivocably, and be fulfilled on a priority basis upon request by CIA 
of the department concerned. These departmental responsibilities are 
delineated and included in a proposed national Security Council Intel- 
ligence Directive accompanying this paper* 

6. The assertion in the study that ^Experience has indicated 
that the quality of national intelligence estimates has not substantially 
improved since the issuance of NSC £0" (1 July 19h9) carries with it 
the implication that CIA's estimates are qualitatively deficient. The 
study does not identify the source of the stated "experience", nor 
clarify the nature of the implied qualitative deficiencies* 

The charge that "unwarranted duplication of effort as between 
the various agencies has continued" cannot possibly apply to national 
.intelligence production. CIA is the only agency responsible for the 
production of national intelligence, therefore duplication of any kind 
in the field ±s illegal by statute and NSC intelligence directives. If, 
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however, the assertion applies? to all fields of intelligence production, 
then it is believed that this assertion is more valid in theory than in 
facto CIA has attempted to negotiate interdepartmental operating procedures 
designed to accomplish an Interchange of information on projects undertaken 
by each of the departmental intelligence agencies ® Until very recently 
only the Department of State has complied with the procedures® Uhen and 
if tiie procedures become fully operative within each departmental agency, 
there will be a basis upon which action can proceed to reduce such duplica- 
tion as m^y arise.. 

Be Tiie assertion that 11 continuing disagreement between CIA on the 
one hand and the departmental agencies on the other as to the meaning of 
national intelligence" is true, as evidenced in subject study » CIA cannot, 
accept the definition of national, intelligence which the subject study 
recommends in view of the fact that the definition prescribes the principle 
of collective responsibility of the 1AG for its production as the criterion 
which distinguishes it from all other kinds of intelligence® Accordingly 
CIA has re-defined national intelligence in terms of content and end use 
and as an individual statutory responsibility of the Director of Central 
Intelligence and CIA® A copy of this definition is incorporated in 
Section IV, paragraph 1 of our proposed national Security Council Intelli- 
gence Directive., 

9® The study further charges that existing mechanisms and procedures 
for production of national intelligence are inadequate on the grounds that 
they do not insure its production in accordance with the principle of 
collective responsibility® CIA, for reasons expressed under Section II, 
paragraphs 1 through h on Ms principle cannot accept the mechanisms 
and procedures recommended by the study® Our proposed KSCID prescribes 
mechanisms and procedures which will provide for the more effective 
production of national intelligence® 

10. The so-called "continuing internal CIA confusion" between its 
responsibilities for producing national intelligence and miscellaneous 
research and reporting has become an over-worked catch phrase and actually 
stems from external confusion regarding the individual as distinguished 
from the c oll ective departmental re spcnsibilitlm s liT'illA in support of 
national hitcllipehcG production® As long as the departmental agencies 
neglect to meet their individual responsibilities to CIA, then CIA is 
required to engage in the production of such miscellaneous intelligence 
as may be necessary to provide the intelligence basis and framework required 
in the production of national intelligence estimates. 

in® Conclusions 


1. Assertions in the study are not supported in .fact and contain 
implications wh ioh should be clarified prior to referral of the issue 
raised by this study to the NSC® 
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2® The principle of collective responsibility of the XAC for the 
production of* national, intelligence is contrary to the national Security 
Act of 19h7 as amended, and thus has no basin in law* This principle 
has been disavowed by the National, Security Council in NSC 50 dated 
1 July 19h9 s and is invalid on the grounds that it violates the concept 
ox a strong Central. Intelligence Agency, as it removes the control and 
authority of the Director of Central Intelligence over mechanisms presently 
available to him to discharge responsibilities for vjhieh he is held solely 
responsible by 1 ot„ It also imposes duties upon the departmental agencies 
•which exceed their legal responsibilities and actual competence® 


(Signed) 

II* HiXLenlcoetter 


R a Ho HILLSIKCSTTSR 
Rear Admiral, USN 
Director of Central Intelligence 
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